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A study was conducted in Britain between October 1990

and June 1991 to evaluate the implementation and delivery of National
Vocational Qualifications (NVQs) and the implications for the

training of trainers.

(NVQs are a device for assessing performance;

they represent the systemization of the skills and competencies
required in a wide variety of occupations and at different levels.)
The study focused on the construction industry but its findings are
applicable to many other industries. Data were collected through 20
in-depth interviews with key vrganizations concerned with the
introduction of NVQs generally and in the construction industry in
particular, and 7 case studies were made of a cross—-section of
construction companies and their off-site training providers. The
research identified two sets of issues that together are inhibiting

and negating the use of NVQs:

(1) structures that are necessary

preconditions for the implementation of NVQs are inadequate,
particularly in access to information about NVQs and in funding and
resources for training providers, employers, and lLrainees; and (2)
industrial organizations are causing NVQs that are not occupationally
based to proliferate and inhibit the transfer of skills between and
within industries, and many NVQs are too limited and narrowly
defined. The research showed the need for the training of trainers to
maintain high training standards and the credibility of NVQs. The
study concluded that the introduction of NVQs alone is unlikely to
change sither employers' incentive to train or the take-up of
vocational training. additional policies are required for the NVQs to

meet the training needs of the future,
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The research aimed to evaluate the implementation and delivery of NVQs and
the implications for the training of trainers. It focused on the construction
industry but its findings are applicable to many other industries.

Methodology

The research was conducted between October 1990-June 1991, Twenty in-
depth interviews were carried out with key organisations concerned with the
introduction of NVQs generally and in the construction industry in particular.
Seven case studies ot a cross-section of construction employing organisations
and their ott-site training providers were also undertaken,

National Vocational Qualifications

The introduction ot National Vocational Qualifications (NVQs) marks a
radical shitt in Britain's vocational training provision.  NVQs, which aim to
improve the take-up and quality of training and rationalise training
qualifications, herald both a new centralised training strategy and uniform
nattonal standurds.

NVQs are a device tor assessing pertormance. They represent the systemisation
of the skills and competences required in a wide variety of occupations and at
ditterent levels. Set pertformance criteria define the standard required and these
standards or competences are the basis for assessment. Individuals must
den onstrate competent pertormance in what they do in order to achieve an
NVQ. Thus NVQs are concerned with outputs and assessinent, and not the
rraining process, its delivery or inputs such as contents, design and delivery.
And it 15 this emphasis that makes NVQs o ditferent from vocational
qualitications ot the past.

Implementing NVQs
Research identified two sets of issues, which together are currently inhibiting
and negating both the progress and aims of NVQs. They are:

1. Structures which are necessary preconditions tor the successful
implementation ot NVQs. Their inadequacies are atfecting both the supply
of, and demand tor, NVQs, and hence access and take-up. In particular:

® accew to mtormation ahout NVQy;
¢ tundig and resources tor traning providers. employers and traimees,

2. More sigmiticantly, substantive 1sues, which bring into question the 1deas
underpimmng NVQs and whether NVQs can work in practice. In
particular:

e [ cad Industrial Bodies whose present structure o leading to a
preliteration of NVQs which are not occupationally based and so do
not enhance the transter of <kills between and within industries and
aceupations;

o  NVQ: cniployer-led competences which are linmted and too narfowly
detined at the expense ot pedagogic concerns, vocational education

X {
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and the long term interests of industry, the economy and individual
trainers;

® NVQs which are not always comparable across all industries and
occupations and thus fail to represent common national standards;

® assessment procedures which, contrary to expectations, are unlikely to
take place in the workplace because of issues of feasibility, cost and
reliability, and assessment techniques whose reliability, validity and
efficiency are yet to be tested.

The Training Needs of Trainers

The research showed the need for the training of trainers to maintain high
training standards and the credibility of NVQs. Both general and focused
training will be required which concentrates on the delivery of NVQs and
specifically their assessment. No such training had yet been undertaken.

Conclusions

The research concludes that the introduction of NVQs alone is unlikely to
change either employers’ incentive to train or the take-up of vocational
training.  Additional specific policies are required for such changes, but these
and other changes recommended in the report are vital to ensure that NVQs
meet the training needs of the 1990s and beyond.




1.1 Background

1.2 Aims and Objectives
of the Study

1.3 Methodology

hapter 1: Introduction

In 1986 the Government '+ the ground for the introduction of National
Vocational Qualitications (NVQs) aimed at radically reforming vocational
education and training qualifications. It set up the National Council for
Vocational Qualifications (NCVQ) to establish a national framework for
vocational qualifications and to relate the qualifications to the standards
required for competent performance in employment. Together with the
Employment Department, and its Training Enterprise and Education
Directorate (TEED), the NCVQ began the development and implementation
process. Originally, 1t was hoped that most NVQs would be in place by the
end of 1991 but the progress has been slow.

[t was against s background that TEED commissioned the Institute of
Manpower Studies to undertake a study on the implementation and delivery of
NVQs and their imphcations for the training of trainers, using the construction
industry as a case study. ~

The mam aim of the study was to exanune the implementation and delivery of
NV and assess their implications tor:

o trammny policy n general, and
o the trainmyg of tramers,
The objectives of the study were:

¢ to wentity the processes necessary for the construction industry to deliver
the objectives of NVQs, and

e to highlight the key tactors which tacilitate and constrain the
implementation and delivery o NVQs in the construction mdustry.

Twenty im-depth interviews were carried out with key organmisations concerned
with the mtroduction of NVQs generally and in the construction industry in
particular, beeween October 1990 and March 1991, Seven case studies were
also conducted of employing organisations i construction and their off=site
tramning providers between March and June 1991,

The employing organisations were drawn from the private and pubhic sector
and were selected on the basis of size, type of work, and location. All were
mvolved in trammg tradittonal cratt construction skills with the exception of
one which tramed i highway mamtenance . Each case study involved in-depth

I The NVOQy under exammmation devised tor contruction crate skalls and highway mamter e are ditfereme
Novdintimcnon has been nde, however, m the subseguent analsas betsween these NVOQUescept where there
are nuarked contrasts

Q
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1.4 Research Issues

1.5 Layout of the Report
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interviews with and observation of’

a) the employing organisation - including senior and middle management,
training managers, site supervisors and individual trainees;

b) the off-site training providers used by the employing orgamisation -
including training managers, trainers, college tutors and individual trainees.

When he research was originally devised it was envisaged that NVQs would
be up and runring. However, this proved not to be the case. This resulted in
two changes to the research.  First, the focus of the research shitted more
towards the secend research objective and, in particular, an ex»:.anation of the
structures necessary for the delivery of NVQs along with an assessment of
whether the theories underpinning NVQs work in practice. Secondly, it was
decided to delay some of the planned case studies until more NVQs were in
place. Thus the study 1s being written up in two stages.

The remainder of the report represents the findings of the first stage of the
study and is divided into five chapters. Chapter 2 gives a general outline of
NVQs, including their aims and objectives, key characteristics, and the progress
of NVQs in the construction industry, Chapter 3 describes the construction
industry, its structure, workforce, recent changes and training in the industry. It
forms an important backdrop for understanding issues atfecting the
introduction of NVQs. The factors which have constrained and facilitated the
implementation and delivery of NVQs are the focus of Chapters 4 and 5,
Chapter 4 exploring the structures necessary for the delivery of NVQs while
Chapter 5 examines substantive issues which bring into question the ideas
underpinning NVQs. Together, these Chapters form the core ot the study.
Chapter 6 concentrates on the implications of NVQs for the traiming of
trainers, while the concluding chapter summarises the main findings of the
study.

™
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Qualifications

2.1 Background

2.2 Aims and Objectives
of NVQs
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Chaptevt 2: Natiohal Vocational

In 1981 the Manpower Services Commission published A New Training
Initiative: An Agenda_for Action (MSC 1981). It highlighted the need for a more
flexible and better trained workforce to meet the changing and increasingly
competitive economic environment. in particular, it called for a comprehensive
training strategy and standards of a new kind.

During the 1980s a range of national initiatives was introduced to improve and
extend vocational education and training in Britain. However, despite these
initiatives, concern continued to grow about the education, training and skills
of the British workforce (Callender 1992).

It was against this background that the government set up a review of
vocational qualitications in 1985, Its recommendations were set out in a
government White Paper Education and Training - Working Together, 1986. In the
same year the National Council for Vocational Qualifications (INCVQ) was set
up. lts basic task was to establish a coherent naticnal framework for vocational
qualifications (NVQs) and to relate these qualifications to the standards
required for competent performance in employment'.

NVQs were introduced to help tackle a wide variety of problems concerning
vocational training and qualifications in Britain (Jessup 1991). NVQs aimed:

o to increase the take-up of vocational trining to ensure a better qualified
workforce;

o to raise skill levels, for instance, by improving assessment and quality
assurance;

e to broaden the scope of vocational gualifications and fil} gaps in
provision;

o to enhance the transferability and progression of skills both between and
within occupational areas to cope with changing technology, work
practices, and organisational structures;

e to ensure that vocational training meets the needs of employers and is
relevant to the needs of employment by enabling industry to set the
standards of qualifications;

1 Cther tasks set out in the White Paper (Crond 9823 included

to approve bodies making accredited awards

to obtain comprehensive coverage of all occupational sectore

to secure arrangements for quality asurance

to set up an effective hason with bodies awarding qualificanions

to estabhish 2 Nanonal Database for vocational Quahfications

to undertake or arrange to undertake research and development to discharge these timettons
to promote vocattonal education and traimmng

\‘ y .y . - N
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2.3 Key Characteristics
of National Vocational
Qualifications’

2.4 Key Differences
Between NVQs and
Previous Vocational
Training
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® to open up access to vocational training;

o to rationalise vocational qualifications by tackling the ‘qualifications
jungle' with its overlap and duplication and to provide a basis for
comparison between awards;

» to provide clearer paths tor progression from one qualification to
another.

In essence, NVQs are an attemipt to introduce a National Curriculum but for
vocational training,

NVQs are qualifications and are a device for assessing performance. They
represent the systemisation of the skills and competences required in a wide
variety of occupations and at different levels. Set performance criteria define
the standard required and these standards or competences are the basis for
assesstent. Individuals must demonstrate competent performance in what they
do rather than in what they know, or understand, in order to achieve an NVQ.
For instance, a bricklayer has to show and prove that he or she can actually

build a wall rather than demonstrate some theoretical knowledge on how walls
are built,

The competences and occupational standards required for an NVQ have been
derived through functional analyses of work roles within occupations. They are
occupationally specific skills and can be used immediately in the workplace.
Consequently, they have been identified not by educationalists but by Lead
Industry Bodies (L1Bs) which are employer-led organisations.

The key differences between NVQs and previous vocational quabtications are
as tollows:

1) NVQs have severed the link between the training process and
gaining a qualification.
e There are no set syllabi for NVQs.
There are no set courses for NVQs.
How a competence is learnt is not specitied.
When a competence is learnt is not specitied.
Where a competence is learnt is not specified.
How long it takes to learn a competence is not specitied.
NVQs are not concerned with:
- the training process;
- how training 1s delivered;

- training iputs, eg course design, contents, dehivery.
o NVQs are concerned with:

- outcomes,

- performance;

- L‘()I]]pt‘t(’”('c.

NV(Qs neither snpulate how, where, and when competence v developed nor
the modes of training dehvery and contents. Candidates do not have to
undergo any particular programme of learning. For instance, people with no
tormal traming but with extensive work expenence can gain NVQs through

2 For tull detals of NVQaosee Employment Departiment: NCOVQ 1991

1 * INSTITUTE OF MANPOWER STUDIES



2.5 The NVQ
Framework

Q

the accreditation of prior learning (APL), assuming they can meet the
performance criteria. It does not matter whether they learnt their skill
yesterday or ten years ago, or whether they learnt it through DIY, on the job,
at a college course or through watching a TV programme. How the skill was
learnt and how long ago are, theretore, irrelevant to the acquisition of NVQs,

Similarly, how long it took to learn the competence is immaterial. The notion
of time serving which was a key feature in the old apprenticeship system has
become irrelevant.

This move away from concern about the training process and about what is
taught, and how it is taught, challenges the existing role of trainers and
2ducationalists. Moreover, this focus on outcomes is in marked contrast to

developments in other European vocational training systems, such as in
Denmark.

b) NVQs have theoretically severed the link between training and
assessment.

o how a competence is assessed can vary;

o where assessment takes place can vary;

e who assesses competences can vary;

o when assessment takes place can vary,

Assessment for NVQs is based on statements of competence. It is the process of
collecting evidence and making judgements on whether or not the
performance criteria for each statement of competence have been met.

NVQ candidates have to provide the evidence of competence. The evidence,
however, can be derived from a variety of sources and candidates’ performance
can be assessed any time at a variety of locations such as colleges, training
centres or at their workplace.

Those judging the 2vidence and making the assessments can be the trainers or
peopls in the workplace. Trainers and assessors may well be different people
trom each other. In the MVQ ideal world they will not be educationalists.
Rather, they will be people in the workplace, they will be the trainees’
supervisors, line managers and superiors. This has major implications for the
form and location of vocational education and training in the future.

Once again this emphasis challenges the role of professional educationalists and
trainers. Assessment no longer remains in the privileged domain of trainers.
The status educationalists and trainers derive from controlling who and how
people are awarded a qualification is potentially lost.

Each NVQ is composed of a number of units of competence. A unit
represents a discrete area of competence and is sub-divided into elements. An
element is the most precise specification of competence within NVQs. It
reflects those activities a person should be able to perform, specifying the
nature ot the activity, its objectives, and conditions,

Within each element, set performance criteria define the standard required
while range statements specify the breadth of competence required and any
variation of application. For instance, one unit in the carpentry NVQ Level 2
15 concerned with fitting and fixing doors so the range statement requires
trainees to be competent at ficting and tixing both internal and external doors.

ERJC- NATIONAL VOCATIONAL QUALIFICATIONS WORK? 5
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2.6 Lead Industrial
Bodies
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While the performance criteria will, for instance, incorporate the permitted

tolerance, each element is individually assessed and certification is available for
unit credits.

There are five different NVQ Levels in the NVQ Framework. Each level
represents a higher degree of comperence and specialisation. The levels have
been designed to allow for vertical incremental progressian within an
occupational area. The definitions of the levels provide a general guide and are
not meant to be prescriptive (Figure 2.1). They were changed in April 1991,
raising the competences that are now required in each level.

It is not easy to equate these NVQ levels with previous vorational
qualifications. Very broadly, Level 2 is equivalent to the old craft certificate and
Level 3 to an advanced craft certificate. By contrast, Level 5 is comparable with
a degree and/or professional qualification.

NVQs are employment led rather than education led, unlike other
qualifications. Lead Industrial Bodies (LIBs) were established to develop the
standards of occupational competence and these were devised through a
functional analysis of work roles with particular attention being paid to the
purpose and outcome.

Figure 2.1: Definition of NVQ Levels

Level 1

Conipetence in the performance of a range of varied work activities, most of which
may be routine and predictable.

Level 2

Competence in 2 significant range of varied work activities perfornied in a vanety
of contexts. Some of the activities are complex or non-routine. There 1s a
considerable responsibility and autonomy, and control or guidance of others 1s
often required.

Level 3

Competence in a broad range of varied work activities performed in a wide vaniety
of contexts and most of which are complex and non-routine. There is considerable
responsibility and autonomy, and control or guidance of others 15 often required.

Level 4

Competence in 2 broad range of complex technical or professional work activities
performed 4 wide variety of contexts and with a substantial degree of personal
responsibility and autonomy. Responsibility for the work of others and the
allocation of resources is often present,

level 5

Competence which mvolves the application ot a significant range of tundamental
principles and complex techniques across 3 wade range and often unpredictable
variety of contexts. Very substantial personal autonomy and often significant
responsibility for the work of others and for the allocation of substantial resources
features strongly, as do peronal accountabilities for analysis and diagnosis, design,

planning, execution and evaluation

INSTITUTE OF MANPOWER STUDIES
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The purpose of LIBs was to develop standards and competences which were
relevant to industry’s needs and which reflected the reality of working life.
They aimed to meet the continuous criticisms aimed at earlier vocational
qualifications, namely, that they were irrelevant to industry’s needs and were
overly theoretical; that there was an imbalance between theory and practice;
and a shortage of hands-on experience in the courses taught. The belief was

that if industry determined the competences required, these types of problenis
could be overcome.

TEED devised the model for deriving worked based competences (Figure 2.2)
which was to be followed by the LIBs. Interestingly, the impetus behind this

model came from TEED rather than the then Department of Education and
Science.

The first step was mapping the occupational area which, in reality, involved
defining the boundaries of the industry and, to some extent, the occupational
overlap with other industries.

Figure 2.2: Role of Lead Industrial Bodies
Define competences required 1
|
i in employment ~
L ]
l
Map occupational area
i
11 Functional analysis
Produce a framework for NVQs
* Statements of competence
* Performance criteria
| evise modes of identify | Revise and
assessment and
procedures + certifica’ Hn update standards
Awarding Body
(eg C&G) arrangements and NVQs
Q
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2.7 Awarding Bodies

2.8 NVQs in the
Construction Industry
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Step two was a functional analysis of work roles within the industry. Once
these exercises had been completed. the statements of competence and
performance criteria could be produced.

There are now over 140 LIBs and their number continues to grow. The
majority of LIBs represent an industry or sub-sectors within an industry. Only
a tew have been set up explicitly to operate across occupations.

Awarding bodies have been set and approved by the NCVQ to award specified
NVQs - the NCVQ does not award NVQs itself. They in part consist of
existing examining bodies such as City and Guilds of London Institute (C&G)
and Business and Technology Education Council (BTEC), and can be a single
body or consortium of relevant bodies acting together (including LIBs). They
are primarily concerned with quality and their key functions are:

e to design qualifications based on statements of competence;
e to award qualifications based on valid assessments:
e to monitor and =valuate an assessment and verification system.

Awarding bodies, to safeguard standards, have to approve where assessment is
undertaken and those carrying out the assessment. They have laid down
criteria which both assessment centres and assessors have to meet

The Construction Industry Training Board (CITB) is composed of employers,
employer federations, trade unions and a small number of educationahsts. It is
the lead industry body (LIB) for construction and, in parucular, for those
sectors which fall within its scope as an Industrial Training Board'. It does not,
therefore, cover all the different sub-sections of the industry but laises with
their LIBs. The CITB has been responsible for standard setting, devising the
statements of occupational competence up to Level 4, and ensuring industry
support and involvement. It 15 also the joint awarding body with the City and
Guilds and so has been responsible for issuing awards, assessment, record
keeping, and quality assurance,

At the time this research study was undertaken the tollowing five craft
construction NVQQs at Level 2 had been accredited by the NCVQ. They were
accredited in November 1990 for 18 months®.

e Carpentry and Joinery o Plastering
e Bench Joinery o Bricklaying
e Painting and Decorating

All the five were composed of self standing units of competence incorporating
practical skills and underpinning job knowledge. Each consisted of five units
of competence forming a common core and additional occupational units
which made up the individual qualification.  All other NVQs in this sector
only had conditional accreditation. Criterta for APL had not yet been
developed.

The Construction Industry Standmyg Commnuttee (CI1SC), set up m 1990, 18
responsible for devisimg the NVQs tor Level 3 and above and works closely

Vlhe CHTH v one of the tesw remammg Industral Trammg Boards wmch has statatory powers to raise a
levy
4 These Fevel 2NVQs swere revied v Apnl 1992 when fevel Dand 3 NVQuwere abo mtroduced
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with the CITB. It is concerned with technical, professional, and managerial
occupations in the construction industry. It is primarily composed of
employers, all the chartered professional institutions and non-chartered
qualifying bodies and 1s currently developing appropriate NVQs.

One of the sub-sectors in the industry is concerned with highway
maintenance. Its lead body is the Local Government Management Board while
the awarding body is the City and Guilds. The NVQ Level 2 in Highway
Maintenance has been piioted; the final NVQ version will require
accreditation by the NCVQ.

O
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Chapter 3: The Construction Industry

3.1 Structure of the
Construction Industry
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This chapter highlights the key factors impacting on training in the
construction industry. It examines the structure of the industry. its workforce,
recent changes in the industry, and current traimng provision. It sets out the
context for understanding the mmportant factors which have both tucilitated
and constrained the introduction of NVQs in the industry.

The industry is classified (S$1C) into the followng sub-divisions:
e ygeneral construction and demolition work;

o construction and repair of buildings:

civil engineering;

instailations of fixtures and fitting;

building completion work.

[ts activities cover a very wide range of processes trom simple house production
to the construction of power stations and large civil engmeering projects.

The industry is very fragmented and s dominated by a growmg number of
small emplovers and the self-employed. In 1990, 96 per cent of tirms employed
fewer than 13 people and there were about 201,486 small firms. One halt ot all
operatives were self emploved and there were about 718,000 self-employed
workers (Department of Environment. 1991) . Only 116 firms employed over
600 people but these firms accounted for about 26 per cent of the mdustry’s
ougput. These larger firms tend to concentrate on new work while the smaller
firms mostly work on repair and maintenance.

The fragmentation of the industry has mereased over the past decade with the
widespread and growing use of sub-contractors. The number of directly
emploved operatives and administrative, professional, technieal and clerical statt
has declined markedly. In 1977, 1.3 million were emploved but this declined to
tewer than 1 million in 1987 and vet further to 985,000 1 1990 (Department
of Environment). The move from emploving direct labour to selt-emploviment
accelerated during the recession of the carly 19806 and again in 1990 as tirms
shed drrectly employed workers and turned to labour-only, or supply-and-fix
subcontracting, to reduce overhead costs. Thus the number ot self-employed
holding 714 Ceruficates in the construction industry rose trom 155,546 m
1077 to 410,493 1 1YR7 to 720,000 m 1989 (Gann 1992). Assoctated wath this
shitt has been an increase in the number of small firms. Between 1980 and

T These figures are very approsmate beoanse the structure of the mdustes s tragimented nature mnd large
number of sl emplovers nmake the collecoon ot reluble dat vers dithicale T addinon, the intormual and
tleatble contracts ot some of the workers and the magnahty of other workers and tisms means that some
workersand output e anrecorded and immeasanable
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3.2 The Workforce

3.3 Recent Changes in the
Industry

Q

1990 the numbe. of firms employing 13 people or less rose from 101,709 to
201,486. The number of large firms (employing over 600 people) dropped
trom 140 to 116 during the same period (IDepartment of Environment).

A teature of the industry is the number and diversity of occupations within it.
Consequently, there are a large number of professional organisations, often
with marrow fields ot specialisation and imperfect understanding of cach other’s
operational ditficulties.

The industry's workload is cyclical, very susceptible to the fortunes of the
cconomy and volatile. The volatility of demand for labour across the country,
caused by the labour intensive nature of major contracts, encourages labour
mobility. All these factors combine to make forecasting of the supply of and
demand tor labour and identification of tramning needs very difficult.

It 1989 the construction industry employed about one and half million people
which represented 6.7 per cent of the total British workforce (Foster 1991)°,
The industry is dominated by men under the age of 55 years (Wells 1989) with
craft skills. Only 2 per cent of construction craft operatives are women
(Farbairn 1991). The nature of much of the work, the image of the industry
and the instability of employment make it ditficult to attract recruits with high
academic abihiy.

The worktorce s very mobile. Employees tend to work with a company for
the duration of a contract and then change their employer. This mobility, along
with the changing nature of employment from direct-labour to self-
cemployment and the growing use of sub-contractor labour, has encouraged the
we of casual labour which grew substantially in the 1980s,

The mdustry experienced nine years ot growth up to 1989 which was mostly
generated by the private sector. The share of new work for private clients rose
trom 58 per cent in 1979 to 78 per cent in 1989, changing both the overall
composition of construction output and the nature of the construction market
(Table 3.1). However, more recently the industry has been severely affected by
the recession.

Table 3.1: The Composition of Construction Qutput (percentage)

1979 1989
Repair and Maintenance 41 38
Private Commercial 10 20
New Private Housing 14 16
Private Industrial 12 11
New Public Housing 9 2
Oxher Public 16 11
TOTAL 100 100

Source: Department of Environment, quoted in Foster 1991

Y The dasaficatrion ot emplovment m construction s espeaally ditficult. Not all people who work an
construction are soasattied People mvolved m the tabrication of adding products are clasatied under
mantaturng whilst most protessionals are incduded as part ot the service sector
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3.4 Training within the
Construction Industry

3.5 Summary

Q

LRIC

The type of work and skill requirements of the industry are also altering (Gann
1988) due to changes in the production process. For instance, organisational
changes, in particular the rise in sub-contracting and construction
management, have led to tasks being packaged in new ways whereby operatives
and managers require a new combination of skills. Similarly, technical
developments such as the use of new types of plant and equipment, especially
microelectronic diagnostics and communication technologies, require new and
different skills as does fast track construction which uses prefabricated
components. Changes in the product, especially clients” desire for more
sophisticated buildings using microelectronic control systems, has precipitated
demands for new skills.

All these changes, including the restructuring of the construction market and
the rise of new trades, point to the tlexible and shitting boundaries of the
construction industry. Above all, and of special nmportance to this study, they
necessitate new working practices, skills and triming, although there remains a
demand for traditional craft skills, for example, 0 restoration and conservation
work.

All these changes are leading to a diversification ot skill needs in the
construction industry. Some point to an increase in skill spectilisation, others
towards multi-skilling. All have implications for training.

Overall, the construction industry has a poor training record and the extent of
formal training is limited. It has the lowest proportion of trained employees
and in 1987 only 24 per cent of its employees were trained. In that year,
employees received an average of 1.9 days of on-the-job training and 3.9 days
of oft-the-job training (Department of Employment 1990).

Training n construction is organised principally by the CITB. Its training is
targeted at young new entrants rather than at alder workers. In 1989790, 69
per cent of the CITB'S traning expenditure was devoted to Youth Training
(YT) which is now the major source of traiming within the industry (CITB
1990). It is also composed primarily of young men; only 1.6 per cent of the
CITB' recruits were women in 1989 (Tulloch 1991), However, the overall
number of CITB YT/YTS recruits has fallen in recent years trom a peak of
24714 in 1988 to 22,547 in 1989 and to 11,853 1n 1990° In addition, over the
past decade, there has been a steady fall in the number of operative cratt
apprentices from a peak of 14,035 in 1980 10 5,026 m 1991 (National Joint
Council for the Building Industry).

Training provision and the methods employed are fairly conservative. There is a
strong emphasis on traditional craft <kills at the expense ot those <kills arising
tfrom new specialisms and changes introduced by new technology, while time
serving rather than skills testing remains a key characteristic of training.

o The structure of the industry makes the inplementation and delivery of
training in construction espectally problematic and poses an enormous
challenge tor the CITB in particular.

e The growth of selt-employment has led to the dinnishing recrument
of trainecs.

3 Ihe very large dechme i 1996 1 becanse mechamcal and electncal cogimeermyg et the CHTB
Comparative figures for YT recruts tor Balding, Buddmg Speaabists and Cral Bogimeers are ata peak of
16,509 11 1989 and 3 low of 103231 1991 (1T
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With fewer directly employed operatives on site available for supervision,
the placement of trainees has become more difficult,

More significantly, the selt~employed are less inclined to take on trainees
and contribute to the cost of training,

Small emiplovers, m this as in other industries, rarely organise formal
traming for therr recruits. The proportion of establishments which do
not undertake traming falls unitormly as the size of the workforce
increases (Department of Employment 1989).

The industry’s volatility means that in times of recession employers tend
to be unwilling to train or recruit new trainees but during booms it
taces both labour and skill shortages.

The recent changes in the industry, the diversification of skill needs, and
the linitations of current training provision all point to the need for
retorm.

A more tlexible form of training provision s required which will meet
the construction industry’s current and tuture skill needs.

Y
ko \)
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Chapter 4: Implementing and Delivering
National Vocational Qualifications:
The Preconditions

4.1 Access to Information

Q
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This chapter highlights some of the key tactors which have facilitated and
constrained the implementation and delivery of NVQs. It sets out the
structures which are necessary preconditions for the successful implementation
and delivery of NVQs and highlights how these structures are lacking. The
next chapter examines the more significant substantive issues which bring into
question the theories underpinning NVQs and whether they can work in
practice.

A minority of employers. training providers, and construction related
organisations were very well informed about NVQs. They were, however,
atypical, having ‘privileged” access to information through membership of
organisations and networks directly involved in the design, planning or delivery

of NVQs.

Many employers had not heard of NVQs. small employers who were not
members of any employer federations or other information networks being
particularly unaware'. Yet these groups make up the majority of employers in
construction (Chapter 3). Employers who were aware of NVQs had dithculties
obtaining understandable and reliable mtormation, being confused about
conflicting and contradictory facts trom varying sources such as the NCVQ,
CITB. City and Guilds and local networks.

Simnilarly, employees and trainees were unaware of NVQs. This is borne out by
a recent survey conducted tor the National Council for Vocational Qualif-
ications which found that 61 per cent of emiplevees had not heard of NVQs
(NCVQ 1992).

The training providers interviewed were also hampered by mismformation.
They were uncertain where to turn to get accurate intormation and their
understanding of NVQs and what they entailed was limited. This led to
confusion, misconceptions, and differing interpretations. In turn, this slowed
down the implementarion of NVQs, atfected statt morale, and led to apathy
amongst staff.

Training providers were concerned by the CITBYS downess m producing and
distributing the umits of competence, performance crteria, and assessment
guidance a problam faced by many Lead Bodies and not solely the CITB. As
a result, one provider had to delay introducing NVQ- by tive months. Colleges
had inadequate time to prepare and tram statt: to devise new trainig
programmes and teaching materials; to organise tumetables: and to implement

i Six employers with between 20 to 80 emplovees, nnd who went trnces to one ot the Colleges, were
contacted i June 1991 Only two had heard of NVQy One had heard via the Balding Braplovers
Contederation The other only knew bo e he wa undertakimg some bunldimg work at NOVQ
Headquarters in Tondon but he did not know — mat NVQL were!

2 The reasons tor the delays are namerous and can be related o poor plinnmy mangoment. orgamsational
change, a lack of dear vision, resitance to change, low prontiang and cantheeng demands aind antereses
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4.2 Funding and
Resources for Training
Providers

4.3 The Funding Body:
The Role of Training and
Enterprise Councils

the NVQs properly. They were frustrated by the way NVQs, in their opinion,
were being rushed through because of the slowness of the CITB. They were
disturbed by the fact that the CITB were going to change their contents in
1992'. Consequently, many were disillusioned and lacked confidence in the
process as well as the qualification.

These information and communication problems may reduce rather than
increase access to vocational qualifications, contrary to their aims. They may
put off some providers and employers from becoming involved in NVQs.
Some of these problems can be overcome if more resources are channelled into
the publicity and marketing of NVQs and there is greater collaboration and
communication between providers and employers®.

The costs of introducing NVQs are especially high in construction compared
with other occupational areas (IDES 1991). These are associated with fulfilling
both the criteria to be "ome an accredited Assessment Centre and the demands
of NVQ competences 'n order to be able to train towards and assess NVQs,
the providers must have adequate facilities. These have to be approved by the
CITB before they accredit an assessment centre,

Traimng providers have theretore had to make substantial adaptations to their
buildings and their use of space. For instance, to allow for the construction of
full-size as opposed to half-sized models, as is required the NVQ in carpentry
and joinery which necessitates a realistic sized staircase, or the NVQ in
brickwork which demands work above a single storey height.

Construction is also particularly resource intensive in terms of materials. Many
materials are expensive to buy and not re-usable, such as wood. For instance,
one unit in joinery and carpentry requires the trainee to assemble kitchen units
trom tlat packs. These are very expensive to buy, can only be re-used once and
are nme consuming to dismantle.

These costs are being absorbed initially by training providers and not employers
because assessment in construction is unlikely to take place in the workplace -
an issue to be dicussea in Chapter 5. However, the additional costs could lead
to more reliable work simulations and the improved facilities may increase the
capacity of providers in the long term.

The larger navonal training providers have been able to limit some of these
costs. For instance, by devising imaginative and rescurceful ways of using
materials’; by buying materials in bulk; and by getting some of the
performance criteria and competences relaxed through discussions with the
CITB. These options are not necessarily available to smaller providers and thus
the increased cost may put off some providers.

The problems training providers face over costs have been exacerbated by the
nature of the funding body and funding arrangements, especially for those
providers who provide Youth Training places. Training and Enterprise
Councils (TEC now administer and distribute the training funds.

Y Due to enterna) pressures, the CITB launched the int et of NVEQs b tore the tanctional analysis had been
aatitactortly completed.

41 1992, the CLTB launched a promoton campaign

3 One private provider had run an intemal prlot NVQ scheme From this exeraise they had beconie aware
of the cost and resource mmpheanons and attempted to deal with them The CHTB are also producing a
booklet on how to reduse costs.
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Allocation of Funding

TECs have been designed to meet local industry’s training needs. By
contrast, construction is a national industry. Its workforce is highly mobile
and fragmented, unlike many other industries. Its manpower and training
requirements within a given locality are ditticult to predict and are
determined primarily by large building projects. These have a limited hte
and it is unlikely that TECs will be able to respond tast enough to meet the
construction industry’s training demands in their area.

A turther drawback of TECs tor construction is that the industry is highly
volatile and cyclical. It is likely that some TECs will not encourage
training when there is no apparent demand or tram for a potential upturn
in demand.

TECs are likely to have considerable problems in locking into the demand
side for training within the construction industry, Overall, they may be an
inappropriate mechanism tor shaping the delivery of traming withm this
tvpe of mdustry’,

Size of Grants

Traimming providers have been allccated between 17 to L40 per
Employment Training and Youth Training craft construction trainee per
week depending on the TEC and type of tramnee, The grant 15 inadequate
for some providers. Morcover, the grants do not acknowledge the
additional costs associated with traning in construction. Thisis particularly
apparent where tratning vouchers have been introduced. Some TEC have
placed construction in the same costing bands as other subjects which are
constdered much less resource intensive,

In addition, these grants do not cover the tees providers have to pay the
CITB to become an accredited NVQ assessment centre.

Onpur Related Funding

To encourage the take-up of NVQs, tundimg to providers who tram on
Government sponsored training programmes (ic YT and ET) 1v outpug
related. TECs retain a percentage (10 per cent in 1990791 risng to 25 per
cent in 1991/92) of the grant until the trainee has been awarded their

NVQ'.

Output related funding 1s likely to cause dithiculties tor traming providers.
It compounds the financral problems already being experienced. For
instance, it means that providers will have to cost their training at 75 per
cent of their grant in 1991792 because they cannot guareatee that they will
receiv: 100 per cent (if trainees do not gain their NVQY). In reality,
providers may not get pard for all therr training activities, or thev may have
to wait tor tull pavment.

Providers may respond to these pressures g vanety of wayy’. Some nuay
become lax m their asesment procedures and hence lower the overall
standards of NVQs. Others nuay select tramees tor success and restrict
access or deny traming opportunities to certamn types of tramee. Indeed,
one college had decided to withdraw o course ammed at socnally

t These argumients have been ised to sapporta contmued and enfanced role tor the LB

* The number of tramees ehgble tor tis bonusos negotied between the tamng provider and the TH

K Providers are hkely to iy and envare tramees g ther NVQ«betore they Teive them Keepine kol
cn trnees andd therr achiey ements san adimate e b U oond s partcalaly dittionlom the construction
ndustry, iven the worktoree's mialnlity
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4.4 Funding for
Employers and Trainees

4.5 Summary

disadvantaged trainees. All such outcomes negate the aims of NVQs.

In addition, output related funding is only granted to trainees who gain an
entire NVQ. Theretore it works against trainees taking NVQ units from a
range of NVQs in different occupational areas. In other words, it is against
traning providers” mterests to encourage trainees to mix and mateh their
skills. This development is contrary to one of the aims of NVQs which was
to encourage the transterability of skills between and within occupational
areas,

Output related funding is abo likely to cause complications for TECs
which will need to assess its impact on acy .ss to training provision; to
mouitor the NVQ pass rates; and establish the eftect on iheir budgets.
TECs will also require administrative flexibility to cope with paying
providers the output related bonus perhaps one or two (financial) years
after training has been provided.

I ally there 16 evidence that the high costs associated with NV Qs assessment in
construction, the funding body and arrangements, and other uncertainties
about finances” are acting as a disincentive to some training providers. It is
simply not cost effective for them to run NVQs in construction. Thus,
contrary to the aims of NVQs, access to training may be reduced and take-up
may sutter. However, for other po viders NVQs will provide new
opportunities for generating more wide ranging courses to a broader market.

The funding and resource problems faced by providers eventually will be
passed on to empleyers and/or individual trainees, increasing the training costs
yet further for a qualification which is already perceived as more expensive than
thie old City and Guilds Craft Certificate™

The increased costs may be a disincentive to train, especially in the current
recession and particularly for self~funding individuals, employers not subsidised
by the CITB, small employers and the self-employed: all the groups with the
poorest training records (Chapter 3, section 3.5).

Some employers will rationalise their oft=site training provision because of the
mcreased costs. They will choose to pay for employees to gain a limited
number of units rather than an entire NVQ. This is unlikely to be in the best
mterests of either individuals or the economy. Overall, there is likely to be a
decline in demand tor certain kinds of training provision, increasing
conipetition between training providers, and a decline an the take-up of
training,.

e The problems of access to information about NVQs and their funding
help explam the slow implementation of NVQs within the construction
industry. These drawbacks, however, are not pecuhiar to this industry.
Ihey potentially affect all industries trving to introduce NVQs.

Access to Information
e The lack of information is affecting the supply of NVQ courses, It is
acting as a disincentive to training providers to put on NV courses.

Y Colleges teel particalarly misecure abaut then tuture tindmg i the hght of the most recent Whate Paper
Fdweation and Fravung for the 20 ety (Cnomd 13.30)

1 he addrmonal costs tor etplovers are primnandy assocated seith the cost of assessmant Colleges will be
able to charge what they hke tar asessinent

Q
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The absence of reliable information has resulted in confusion and
contributed to poor staff morale and apathy.

Providers who have put on courses have been frustrated by the
misinformation and the slowness of the lead body to provide all the
necessary material for running NVQ courses.

On the demand side, lack of awareness among employers and employees
means that it will take some time before demand from these groups is
translated into increased take-up.

It will take some time for the new qualifications to bed down. The
necessary training material for NVQs will become more readily available
and providers will become more familiar with the various procedures
mvolved in the delivery of NVQs.

As more people are trained in NVQs, information about them will filter
down to emplovers and employees.

In the short term, more resources need to be channelled into publicising
and marketing NVQs.

The potential benefits of NV(Qs to both employers and employees need
to be widely advertised.

The Funding of N1°Qxs
o The extra costs associated with NVQs need to be acknowledged in the

funding mechanisms,

Special consideration needs to be given to those NVQs where the
demands of meeting the competences are especially resource intensive
(and are unlikely to be assessed on employers’ premises).

NV Qs should not be seen by any of those involved as a device for
“training on the cheap’.

Special attention needs to be given to the training requirements of
industries, like construction, which have a national labour market rather
than a local labour catchment area TECs may not be best placed to
respond to those demands.

The mtended and ummntended consequences of output related findings
need to be monitored ard scrutimsed by TECs and TEED.

There is growing evidence that output related funding is adversely
affecting both who gamns access to training, and also the type of training
provided. These developments are contrary to the aims of NVQs.

Both the supply and demand of NVQQs are being aftected by the cost.
Some providers are not running courses because they are considered

too expensive and not cost effective i comparison to the previous
qualitications,

25
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e Some employers are rationalising their off-site training provision.

® Access to training, in its broadest sense, is likely to be affected unless
funding arrangements are changed.

“
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Chapter 5: Implementing and Delivering
National Vocational Qualifications:
Substantive Issues

5.1 The Role of LIBs
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This chapter focuses on sues of substance in the delivery and implementation
of NVQs. In particular, it questions the structure and philosophy underpinning
NVQs. whether they work i practice, and their impact and take-up.

There are serious structural problems with the LIBs. There are now over 140
and their number conunues to grow. However, their development and
representation have not been adequately co-ordmated.

Most LIBs, as their name suggests, represent an mdustry or sub-sectors of an
industry, They are heavily rooted in thewr particular industry and rarely work
co-operatively with other LIBs. Only a tew were set up expheitly to operate
across industries. Their present ®ructure, theretore, neither encourages concern
with the same occupations found in other industrial sectors nor promotes the
development of occupatiomally based competences. Yet NVQs aimed to
enhance the transterability and progression of skiils both between and withm
industries and occupations.

A practical consequence of this structural constraint s the dupheation of
NVQs in occupational areas that cut acress the renut of dittermg L1, For
instance, in plant machinery more than one NVQ hav been devised by
different LIBs covering the same activity and aimed at the same person. In
turn, this iv leading to a confusing proliferation of NVQs contrary to one of
NVQN ain, namely, to streamline the “qualification jungle’.

There are simtlar problems of overlap and duplication even within occupations
that fall under the auspices of & singie LIB. For instance, within the
construction industry the conflicting interests ot employers and sub-sectors
have contributed to the fragmentation of NVQ proviston. This is complicated
by the fact that the CITB has retained its statas as an Industral Traming Board
but some sub-scctors lie outade 1ty scope and, consequently, have developed
their own NVQs.

These problems have arisen i part because of the Lick of structures and
processes to oversee and co-ordinate the development of emerging NVQs.
TEED, to some extent, v now taking on this role but problems stll arise
hecause of organisational boundaries withim TEELD.

In the long run the problems will be dealt with, However, the mterim
arrangeme s are somewhat unsatstacrory. For mstance, some overlapping NVQs
have only been aceredited tor a imted pertod of tme. 1t is anticipated that the
relevant LIBs will negotiate between themselves which of the NVQs will remam
after the nntal acereditation pertod runs out. In turn, this process s highhighting
conthiet and rival v between LIBs a¢ each one wants to assert their NVQ.

Traming providers are hkely to bear the brant of these mtenm arrangemen’
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Many will have started teaching towards one particular NVQ only to find that
the NVQ will be altered in the near future. Meanwhile, employing
organssations are hikely to be contused and to expertence problems m deciding
which NVQ to opt tor.

To summuarie, tew NVQL, to date, have succeeded m beng occupationally
based within and between mdustries, as origimally mtended. Thus the
Hextbihity m practice of the transterability of NVQs between and within
occupations v brought into question. In the long term, what will be required is
a turther streamlining of both LIBs and NV(QQs and further co-ordination of
their development and representation.

5.2 NVQ Competences A mam amr of NVQy s that they should be emplovinent led and meet the
needs of emplovers, hence the role of LIBs In turn, more relevant
quahtications would improve standards and merease take-up. In reality, this
emphasis has been at the expense of pedagogic concerns resulting in 4 variety
ot prablen.

Fhe competences devised by the CETB tor the original Level 2 NVQs are too
narrow, samplintic, mechanntic, employer led and assessment driven according
to the trammg providers. Thev are unduly imited in terms of the breadth of
the activiey they reter to and the demands they make on skills, knowledge and
understanding. They are tending to squeeze out general job knowledge
becatse of their emphasis on job performance. This narrowness may therefore
encourage rigidity rather than the flexible application of skills. Consequently,
sote training providers teel that standards are dropping’. As one training
provider commented: “We will have people with competences rather than
competent people”

The nature of the competences plus the system of competence based learning
led providers to believe that their professional and craft skills were being
undermmed by NVQu, that they were bemg deskilled, and what thev taught
was bemy restricted. As one trainer conunented indignantly: *We're training
people to use hammer and nails, thary all™

Together these factors are demotivating tramers who are traditionally
conservative and wary of change. Some appear unprepared for the cultural
changes mpheit within NVQs. This s hampering the smooth introduction of
NVQs in the short-term. However, m the long-term it could affect the quality
ot trainmyg provided and, m wrn, the learming experiences of trainees.

Another drawback with NVQs in construction is that they were not concept-
ualised or written progresavely. For mstance, the CETB did not start with Level
Ior work down from Level 5. 1t started mthe middle at Level 2 betore CISC
(which iy responstble tor Fevel 3 upwards) was even established. Moreover,
there was conmderable contusion and contlict over what the ditferent NVQ
levely meant mopractuee: Pheindustry and CITB views which were informed

Forhose compotonces hoce beenrevisod e this research was undertahen and the ollowaing analvas
Acanbesthe e ences o phs poer o Apat P Hoavever the dhnust of s ol the atputent ool
oyt

Phoas ones stndind b lso ameen e toothe tundimg corameements The naumber of weeks of thanimg
P tamnded o bome rodin ol

Vhor moie detuled intormanon on satt attrades o EE Calleses owands the mtroducton ot NVOS we
Btittan 1990
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primarily by practical and industrial relations' concerns rather than pedagogic
concerns, were contrary to those of TEED, NCVQ and City and Guilds.

These differences of opinion, along with recent changes in NVQs, have led to
frustration among employers and providers. Much of the preparation work
done by providers has had to be changed. All this has caused contusion and
delays in the implementation of NVQs. As one major employer concluded:

“The introduction of N1'Qs has bheen a farce. N1Qs are turning into
educational lunacy and not a practical solution to onr training problems.”

Some of the limitations of this first set of construction NVQs can partly be
explained by the fact the CITB devised the competences before the functional
analysis on the industry had been completed. Others can be attributed to the
CITB' composition and conflicting interests within the industry whereby
different interest groups have attempted to ensure that their specific skill needs
are met by the NVQ competences. However, underlining these drawbacks are
more far reaching issues.

One such issue is the role of educationalists in the design of NVQs. The
Department of Education and Science (DES) - now the Department for
Educanon - has had only a minor involvement with the L1B3s compared to
employers. TEED and not the DES devised the model used by the LIBs tor
deriving work based competences. Educationalists who  traditionally were
responsible for devising curricula and influencing the contents ot quahifications
have partly lost this role. For example, m construction, the City and Guilds has
plaved the role of junior partner to the CITB.

Educationalists’ declining role in the tormulation ot competences has led to
pedagogic concerns being overlooked and the educational content of NVQs
being reduced. This has resulted. for instance, in poorly conceived NVQs
which do not provide clear paths of vertical progression from one level to
another, contrary to the atms of NVQs. It has also contributed to a
qualification which is biased towards training rather than education and
traming,

A distinctive teature of many NVQs at Levels 1-3.in a range of mdustries, is
that the ‘educational’ content has been cut in comparison to previous
equivalent vocational qualifications.

NVQs may eventually provide a sound basic grounding in specific occupational
skills, namely in training. However, this 15 currently at the expense of
vocational educanon in areas like English and mathematics (Steedman 1992),
NVQs. therefore, are seen by some commentators as a retrograde step i the
development of vocational education and training for young people in Britain
because they wall not provide the general educanon for trainees i basic
subjects to standards similar to those in Europe. NVQs, by failing to offer
opportunity for consolidation and development of vocational education, may
altimately restrict young people’s opportunities for progresston and career
development and may not meet the long term skill requirements of industry
tor a flexible, well educated worktorce (Steedman 1992),

4 For mstancc, NVOQS have major imphoations b the mgid national wage structure which currontdy operates
within the mdusens I particalar, they potentialhy thresten the stucture hecise thes mtroduce notions of
fenility annd ditferential skilb level For example, appronnces pas s carrenthy linhed to time servig but e
i unddear it this will contmue and swhat sl rephice it Formstance, what will be the pas ditferentation, of
iy, between a tramee who s ther NV Tevel 2 wathim a ven ae e mother who takes three yeans o
abtam i
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Indeed, the long term skill requirements of industry, even within the training
compueences devised, have not been adequately considered. The mechanisms
used to establish the competences (ie occupational mapping and functional
analysis) are essentially static tools and only give a one-off picture of the
industry. They can say nothing about tuture trends in the industry or its future
skall requiremients. And henee the competences derived are similarly static and
myopic.

Thiv ditticulty has been exacerbated by the dominance of employers on the
LIBs. Employers traditionally are more concerned with their short-term needs
rather than the long-term needs of their industry, the economy, and individual
trainees. In other words, the narrowness of employer defined competences can,
i part, be ateributed to the contlicting interests underlying the whole notion
of employer led competences.

What is required is g well conceived training strategy for each industry to
mtorm the development ot employment-based competences. Such a strategy
would consider the nature ot skill requirements in the industry as a whole, now
and in the tuture. It would acknowledge the differing needs of different types
of emplovers and trainees. It would question - skills for what and for whom?

5.3 Equivalence One of the objectives of NVQs was - hat they would achieve commion national
standards chroughout all industries and occupations and that NVQs would be
comparable. In turn thic would facilitate both flexibility and the transferability
of qualifications between occupations.

[t 1s ditticult to judge at this juncture just how far this objective will be
achieved in view of the varying number of units in different NVQs; the
proliteration of NVQs: and the fragmentation of provision. In reality, it is
probable that consistent standards will be achieved in some sub-sectors of
mdustry but certainly not across all occupations and industries (Praws 1991).

5.4 Assessment A key teature of NVQs is the assessment which is seen as a major device for
mproving standards and skill levels. Much emphasis has been placed on the
role of workplace assessment which s seen as preferable because it ‘offers the
most natural torm of evidence of competence and has several advantages, both
technical and economic” (Employment Department/NCVQ 1991 p.21),
However, 1t 1. questionable it this will happen in practice and whether
employers will respect a qualification based upon assessment conducted by
unknown quantities.

I construction, supervisors or master trainers currently oversee trainees’ work.
I'hey are the obvious people to become on-site assessors. However, there was
considerable resistance to the idea from providers, employers and supervisors.
Ihiere was a general consensus that assessment would not take place at the
workplice but would be carried out by the traming providers. The reasons
were related toae feanbality, cost, and rehability.

Ay Feasibiliry

o It would be dithicult to ensure that tramees were exposed to all the
clements of competence and range statements requared by NVQs, Often
the range of work done i the course ot a job s much more limited
compared with the broader competences needed tor NVQs,

O
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For example, on one site visited an apprentice decorator worked for a
company that only built new houses and only he painted the walls and
cetlings in the new houses. Consequently, this tramnee has no
opportunity either to learn about wall papering or to be assessed on this
particular competence. With the increase in specialisation and
prefabrication this problem w likely to grow.

e Some of th. competences requiring assessment are never used by
crattsmen on-site because they do not retlect current working practices.

e The building process has it own progressive cycle that cannot stop tor
the sake of assessiment. Hence tramees may have to wait a very long time
before they can be assessed on a particular element of competence.
Gaining an entire unit could take even longer. This problem is
exacerbated by the fact that often trainees move from site to sate,

e The way work is organised on sites makes observation by a single
assessor ditheulr.

o [t was apparent trom site visits that the standards required by NVQu were
higher than those commonly applied by emploving organisations. As
one decorator commented - ‘it my job to hide the chippys mistakes”
Otten, too, there s a mismateh between company and NVQ standards

e Those trainees who are not emploved or do evenmg clases would not
have access to workplace assessment.

o Health and satery dssues are potentially at rnk and this s especually
intportant i mdustries ike construction,

by Clost
e The costs to emplovers i ternisy of time and 1esources o ases tranees,
complete the paperwork, and trun company awessors were constdered
prohibitive.

e Company awessor tramrng costs could potentiatly be very high because
ot the worktorces mobility and high turnover.

o It emplovers wsed external mdependent assessors the costs would be very
high. The lognues of arrangmyg therr vt to comade wath a disunct
phase of bulding operations, and across 4 geographical spread ot sites
also could be very ditheult.

o Sub-contractors who currently act as tramee supervisors would probablty
have to be pard more money to compensate tor the lost time involved i

ANMUNSITI.

e Log booky which were used 1 the Cuy and Guanlds cratt ceraticate
proved a burden and nutance to some emplovers, especnally small
emplovers, and were often not taken seriowsly. Thus adninntering the
much more extensive and comphicated paperwork tor NVQ-s s hikely to
e silarly problematig

o Relabiliy

e The relability and the vahiditv ot assessnient depends on mamtaining

3 Thos s desprte the ottt the competonees have heen reed by the industry
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consistent standards among assessors. This will prove difficult given the
fragmented nature of the industry and the thousands of sites.

e There was considerable resistance among supervisors to the idea of being

trained as assessors. Yet training is an essential prerequisite to ensure
assessors’ credibility.

e Bias among workplace assessors was considered more likely than among
college lecturers because of the nature of the relationship between
supervisor and trainee. In construction, supervisors and trainees often
work alongside each other as part of a gang. Research has suggested that
people do not like to judge and evaluate their colleagues’ work as it is
often perceived as ‘grassing’ on them.

e The pressures of work on site, and especially income related bonuses,
means that at times assessors could find it difficult to insist on the
standards required.

o Much work on construction sites is team work so it is difficult to isolate
and assess the work of an individual.

Unlike the craft NVQs, there has been a commitment with the highways
maintenance NVQ to undertake workplace assessment and this is being
strongly encouraged by their LIB, the Local Government Management Board.
It 1s widely believed that work conditions cannot be adequately simulated (eg
traftic passing at high speed, a discontented public). Moreover, there has been a
strong, commitment to train supervisors to be assessors which is also seen as a
means of improving the quality of their work.

Many of these problems are likely to arise in other industries and some many
not be easily solved, in particular, trainees’ lack of exposure to all the
competences required in NVQs.

The credibility of NVQs is dependent on the assessment. In construction,
training providers were perceived as the most competent to undertake the
assessment. They were deemed to have the most experience and for a range of
practical reasons they were considered an easier option. Moreover, it is in the
interests of providers to nurture these perceptions to ensure their continuing
work and monopoly of training and assessment.

Whilst all qualifications are imperfect indicators of future capability, whatever
test procedures are adopted must be valid, reliable, and minimise bias. But the
reliability and validity of the assessment procedures are not scientifically proven
(Prais 1991). For instance, it cannot be assumed that measuring outcomes is as
valid and reliable as written tests. Oral assessment is fraught with potential
problems unless conducted by skilled assessors. It can end up measuring the
interpersonal skills of both the trainee and assessor rather than the trainee’s
knowledge.

Nor can it be assunied that measuring outcomes is a more efficient form of
assessment. Oral questioning is a cheap substitute for practical tests, while
written tests are certainly cheaper than projects and work-based ass=ssment
which are ime consuming and encroach on the time available for teaching and
fearning. Finally, it is open to debate whether qualifications should be awarded
where there 15 no requirement to sit a written exam: literacy is such a basic skill
and if 1t 1s not tested the basis of the qualification is open to question. Thus the

)
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5.5 Take-up

5.6 Summary
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ideas and theories underpinning assessment are questionable in practice.
Assessment will need to be monitored regularly and, if necessary, revised.

It is too early to judge what impact both the lack of prerequisite structures
(Chapter 4) and the substantive issues will have upon the take-up of NVQs.
Take-up could be adversely affected by the lack of awareness of NVQs, the
costs of NVQs for both providers and employers, and output related funding.

In contrast, the facility for people to gain NVQs based on their previous work-
related experience through the accreditation of prior learning is likely to lead
to more people gaining vocational qualifications. The removal of barriers to
access like age and training mode (which applied to the apprenticeship system)
similarly is likely to increase take-up. However, these changes will not
necessarily mean that more people receive training. It could just mean that
more people get qualifications. More training depends on whether NVQs
motivate employers and employees to wish to provide or receive training.

More qualifications are now available in areas where they did not exist in the
past. It can be expected, therefore, that these new qualifications will attract
trainees. So the numbers of people gaining qualifications and receiving some
form of qualification is likely to rise.

Where NVQs replace existing qualifications it is unlikely that there will be
radical changes. Employers with good training records will continue to train
(finances permitting). Those disinclined to train are unlikely to change their
behaviour. Indeed, the costs they will encounter, especially with work-based
training and assessment, may be a disincentive. For instance, the main concern
of employers in construction is whether their employees can do their job, not
whether they possess a qualification. Ultimately, NVQs have not tackled head
on employers’ incentive to train or encouraged them to broaden training
opportunities: this would require more specific policy changes.

One way of improving take-up is to ensure that only trained and qualified
people are employed by using a registration system. Hence only those
registered can be employed and a condition of registration would be training
and a qualification”. Another device for improving the take-up is contract
compliance, whereby contractors specify the use of qualified personnel only.
This is a particularly powerful mechanism within construction given the way
the industry operates. Similarly, NVQs could be used as an instrument to

ensure quality control and assurance which could be placed in a wider context
like BS 5750.

The role of LIBs
e There is confusing duplication and proliferation of NVQs within
industries and especially in occupational areas that cut across different
industrial sectors, contrary to one NVQ aim to streamline the
‘qualification jungle’.

e Few NVQs are occupationally based within and between industries, as
originally envisaged, which brings into question their inter- and intra-

occupational transferability.

e Most of these drawbacks are associated with the operation of LIBs and

6 A regastration system already exists for scatfolders and plant machmery operators.
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the lack of appropriate structures and processes to oversee the
development of NVQs.

o In the long term, what will be required is the streamlining of both LIBs

and NVQs and tighter co-ordination of their development and
representation.

NVQ competences

NVQs are in danger of being too employer specific. They have been employer
rather than employment led. As a result they have focused on narrow standards
and specific tasks. If they were employment led they would have focused on

broader issues and conceptionalised competences in terms of basic skills,
curricula and literacy.

¢ Many NVQs are limited and too mechanistic and restrictive. Often their

educational content has been squeezed out along with pedagogic
concerns.

o The narrowness of employer-defined competence training highlights the
conflict between the short term needs of employers for very specific
skills and the long term interests and training needs of individual
trainees, the industry, and the economy: a conflict which underpins the
whole notion of employer-led competences. It brings into question
whether it is in the interests of individuals to have such narrow and

partial training. Certainly it will be inappropriate for certain types of
learners.

e To ensure a rise in training standards and skills, the contents and form of
NVQs will need to be changed and re-assessed.

e To expand young people’s career opportunities in the long term and
meet the future skill requirements of industry for a flexible, well
educated workforce, NVQ competences will require constant revisions.

e A well conceived industrial training strategy is required to inform the
development of employment-based competences. The strategy should
consider the skill needs of the industry now and in the future. It should
question skills for whom and for what?

® The mechanisms for updating NVQ competences need careful
consideration.

Equivalence
o All NVQs will need to be closely monitored to encourage the

development of equivalent and common national standards throughout
all industries and occupations.

Assessment
® Much emphasis has been placed on assessing NVQs in the workplace
rather than in training centres. This is unlikely to happen in industries
like construction, especially in the short term.

® A key obstacle 15 that few trainers are exposed to all the competences
required in NVQs within the workplace. Other constraints are related to
its feasibility, cost and reliability.

o o~ o
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e To guard against unreliable, invalid, and inefficient assessment, the NVQ

assessment techniques and procedures will need to be rigorously
evaluated.

Take-up
o Take-up may be adversely affected by: the lack of awareness of NVQs;

the costs of NVQQs for both provider and employers; and output related
funding,

o Take-up may be positively affected through APL, the removal of barriers
to training such as age and previous qualifications, and the availability of
NVQs in areas where no previous qualifications existed.

e NVQs are unlikely to change radically employers’ incentives to train:
this would require other policy changes.

Overall, the lack of key structures needed to implement and deliver NVQs,
namely, access to information; funding for training providers, employers and
trainees; combined with the substantive issues of LIBs; NVQ competences;
equivalence; and assessment are all inhibiting and negating both the progress

and aims of NVQs. As yet, most people cannot even conceptualise what
owning an NVQ means.
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"'Chapter 6: NVQs and the Training of Trainers

6.1 General Training

6.2 Training Related to
the Delivery of NVQs

Q
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Much has been written on the training of trainers generally (eg MSC 1978,
Pettigrew, Jones, and Reason 1982, MSC/ITD 1984, Training Agency 1990,
Horton 1990) but the focus of this chapter is on the implications of NVQs for
trainers, In particular, it is concerned with general training requirements, those
associated with the delivery and, most important of all, assessment.

Theoretically, a trainer and an assessor may not be the same person because the
learning programme for NVQs 1s separate from assessment. However, in the
construction industry, they are likely to be one and the same person in the
short-term (see Chapter 3, Section 5.4) and this assumption underpins this
chapter.

Many trainers interviewed could not anticipate their training needs as few had
started training people for NVQs. They all agreed they needed to understand
the natt re of NVQs, their contents, structure, and the NVQ Framework.
They also required a better appreciation of why NVQs were being introduced
and how they fitted in with the changing structure and demands of industry. In
part, this is necessary to counter both the negative attitudes of trainers towards
NVQs and their demoralised state.

Most senior personnel in colleges and training centres recognised the need to
be much more proactive in the training market and design NVQ provision
according to employers’ needs. Hence, they required a better grasp of
marketing, especially its nature; its effects on their organisation and staff roles;
how to develop marketing plans, analyse markets, meet market needs; and how
to prontote and sell training.

A minority sought gudance on developing stronger links and collaboration with
TECs, schools, local industry, and employers. On the whole, providers’ liaison
with employers was weak. Employers had not shared in course design and
development or collaborated on the integration of on-the-job and off-the-job
training and education. Indeed, many employers were unaware of NVQs and
unimterested, and only a minority of providers were attempting to remedy this.

Some senior traiming personnel wanted to identify local skill shortages, training
needs and interews. In this context, they recognised the importance both of
training needs analysis and of translating these needs into learning programmes
which dovetailed with their capabilities. In part their capacity was dependent
upon staft development and their corporate strategy. In practice, few had
developed aither.

Most providers had been delivering set svllabi with a start and end date and
anmual examinations, By contrast, NVQs demand greater flexibility because
they are modular, trainees work at their own pace, and assessment is
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6.3 Training Related to
Assessment
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continuous. This requires a variety of skills from both trainers and their
managers.

Trainers may have to experiment with their teaching programmes whereby
they can teach what they think is important and at the same time meet the
NVQ standards of competence. This is vital to counteract what many trainers
believe to be the mechanistic characteristics of NVQs. It is important, too, for
their self-esteem and professionalism which in turn will impuct on the quality
of training they deliver.

Trainers will have to learn how to deliver competence based training in
modular form. This may demand different teaching technigues to convey both
the competences and job knowledge. They will need to learn how to devise
modular study packs and materials. They will need to discover ways of
packaging and presenting these modules so that they are attractive to trainees.
For many trainers in construction the whole notion of modules was foreign
and some viewed their introduction with trepidation.

The way training is organised will also change from a set annual intake to roll-
on/roll-oft training. Consequently, both trainers and their managers may
require enhanced management and organisational skills.  In future, they may
well have trainees working on different elements of competence and a:
different levels.

How training is conducted may similarly change. NVQs demand a more
student-centred approach to learning. Each trainee has an individuahised
training action plan which they formulate together with the training provider.
Thus trainers may need to give their trainees more support, guidance, and
advice. They will need the skills to identify both an individual’s training needs
and how these are best met. They will have to help trainees to *own’ their own
specially devised training programmes. This may demand a new way of
interaceng with trainees. These quiiities will be necessary when dealing with
all trainees and especially for people seeking APL.

Trainers will have to work more collaboratively with trainees  and ensure that
they are allowed greater autonomy and independence. Many trainers may find
this difficult because they have tended to spoon-feed trainees in the past.
Sinlarly, they will have to learn how to let trainees progress at their own pace
and not hold back brighter trainces,

The introduction of NV (s has considerable potential implications for the way
trainers train and, in turi, thew traming. It is difficult to predict, however, to
what extent NVQs will actually affect practice. Some trainers inevitably will
adapt NVQs to make it easier for themselves,

Aswsessment is a salient feature of NV Qs and vital to their credibility. It s one of
the most radical changes facing trainers and is the area where they have the
greatest traning needs, Tramers, as assessors, will have additional duttes. They
will be responsible tor:

o liusing with the Awarding Body and nonmnated verttiers;

o muamtaming ar-d securing assessient matenal;

o conducting assessment:
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¢ maintaining training records;
e despatching records to the Awarding Body;
e conveying the awards and certificates to candidates.

These responsibilities will necessitate training on the nature of the NVQ
system; how to conduct assessment; assessment strategies and; techniques;
recording assessments; recording and certification procedures; and how to
accurately complete all the relevant NVQ documentation.

Unlike most forms of assessment, trainees will know in advance what they are
being assessed on. This may require trainers to adopt a different approach
towards assessment and could change the relationship between the trainer and
learner. For instanc: it is important that trainees are put at ease when being

assessed and that assessors are sensitive and tactful in their stance and their
observation.

Different types of assessment will need to be devised by assessors, such as direct
observation, simulations, projects, and written and oral questioning. These
forms of assessment may be unfamiliar and thus necessitate special training. For
instance, direct observation will demand learning to conform to the rules of
direct observation and recording and to dispense with notions of discretion.

Oral questioning which can be conducted through conversation, direct
questioning, or interviewing in particular, demands specific skills. The
questions have to be posed in ways which are comprehensible and identify the
knowledge being sought. They have to be derived from the standards; be
limited to the activities described in the standards; demonstrate underpinning
knowledge and understanding; and be appropriate for the level. Care needs to
be taken over the language and words used so that they are interpreted by the
trainee correctly. Finally, the answers have to be assessed fairly. All this calls for
specific types of communication skills and training.

Where assessment 1s not baied on direct observation, but on alternative forms
of evidence accumulation and evaluation, for instance with APL, more
sophisticated skills are required of assessors. Assessors have much more
discretion because of the lack of objective measures of competence. They have
to judge the appropriateness of the evidence collected. This necessitates a
broader understanding of the concept of competence and the principles
underpinning NVQs. They need the skills to make judgements on the basis of
evidence presented to them but not necessarily acquired by them personally
(CiTB 1991). This is important as trainers’ credibility and training ability are
much more likely to be called into question within this context.

Trainers also need to make judgements as to when candidates are ready to be
asessed - a decision they did not have to make with previous qualifications.
This demands them juggling a range of considerations such as the candidates’
motivation and bureaucratic pressures to award NVQs.

To conclude, whatever form assessment takes and irrespective of external
pressures, a key skill required of all assessors is objectivity. Without objectivity,
the validity of NVQs can be brought into question. It is essential despite
tramners’ and assessors’ reluctance to assess their own effectiveness. By contrast,
the reliability of NVQs will always be open to question unless the variability
between assessors 1s eradicated, which is unlikely even with extensive training,

Q
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6.4 Training Provision

6.5 Summary
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At the time the research was conducted, only a minority of the trainers
interviewed had done any training in preparation of NVQs. A few prov uers
had traiming planned which ranged trom short in-house sttt development
courses to City and Guilds courses in the 909 and 929 series. The atypical
college participating in the City and Guilds 909 course was intending
eventually to provide courses aimed at training company assessors. Others had
not thought through the need for training their own assessors and complained
about the lack of resources for such training. In part, this reflected their overall
attitude towards NVQs. This lack of provision is a sworrying omission, given
the importance of skilled assessors.

o Ensuring the competence of assessors is vital to the maintenance ot high
training standards and the credibility of NVQs. It jpeople with NVQs
are not considered competent by employers then the whole credibihity of
NVQs is likely to be undermined.

o One way of ensuriyg able and skilled tramers and assessors s via
training,

o Trainers and assessors require a general induction on NVQs because they
are new and some of the wdeas underpinning them are unfamitiar,

e They need more tocused training which concentrates on issues
concerned with the delivery of NVQs such as tlexible modular courses
with continual assessment. Such training needs to mcorporate the
changes i the way training is organised, conducted, and delivered.

e The greatest need for trainmg is associated with changes i assessment
techniques and procedures. Trainers have new responsbilities and have

to Jddp[ to new forms of assessment.

o Such training 1 essential to the aims and success of NVQs and adequate
resources will have to be tound.
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Chapter 7: Conclusions

7.1 Background

7.2 The Construction
Industry and Training

7.3 The Implementation
of NVQs

O

The introduction of NVQs marks a radical shift in Britain’s vocational training
provision. NVQs aim to improve the take-up, level, and quality of training and
rationalise training qualifications. They herald the development of a new
centralised training strategy and new kinds of uniform national standards.
These standards are based on competences rooted in employment and are
assessed against specified performance criteria.

Changes in the construction industry have transformed and diversified the
industry’s skill and training nceds. However, the fragmented structure of the
industry and its volatility have made 1t difficult to meet these new and
changing needs. It is against this background that NVQs are being introduced.

The introduction of NVQs has been slow and has been constrained by a
variety of factors. Both the progress and aims of NVQs have been inhibited or
negated by the lack of certain wital preconditions and, more seriously, the
substance of NVQs. Together they point to the very real problems in
implementing and delivering NVQs.

The key preconditions necessary for the umplementation and delivery of
NVQs are:

a) Access to information

Employers, employees and training providers all need more information about
the rationale, nature and content of NVQs. In the short term this will speed
up the introduction of NVQs, improve trainer morale, and increase confidence
in the process and qualifications. In the long-term it could improve the supply
of NVQs by encouraging more providers to become involved in NVQs and
hence broaden access. It could also increase the demand for NVQs among
both trainers and trainees.

o Increased awareness of NVQs could be achieved through more publicity
and marketing; and greater collaboration and co-operation between
employers and providers.

b) Funding and Resources for Training Providers
e More tunds and resources are required to help increase access to training
and take-up.

e The high costs of introducing NVQs and running courses like construction
should be fully acknowledged by TECs - the tunding body.

o  Output related funding is having distorting effects. Its impact will need to
be monitored to ensure that providers do not become lax over assessment
procedures or restrict training opportunities to certain types of trainees.

1)
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e It is essential that the costs and funding arrangements do not act as a

disincentive to some providers so that running courses must be an
affordable activity.

e There is a need to consider turther how TECs, with their local
organisation, can best service a widely dispersed and mobile industry, like
construction,

¢) Funding for Employers and Trainees
e A primary objective of the funding strategy towards employers and trainees

should be to stimulate an increase in the overall take-up of, and access to,
training.

e At present, high costs are a severe disincentive and may lead to partial
training which is not in the interests of the econony or individuals.

In addition to these preconditions there are even more serious issues of
substance which bring into question the ideas underpinning NVQs and
whether they can work in practice. These substantive issues are:

a) LIBs

e The present structure of LIBs with their emphasis on individual mdustries
needs to be reconsidered and ranonalised.

o Restructuring is essential to facilitate the development of occupationally
based competences and NVQs which enhance the transterability and
progression ot skills between and within industries and oecupations.

o [Rationalisation 15 paramount to stem the duphcation and proliferation of
NVQs in occupational areas that cut across the rennt of ditterent L,

o  NVQs need to be rationalised also because similar problems of overlap have
arisen even within occupations that fall under the auspices of 4 aingle LH3.

b) Competences
o The emphasis placed on employment led quahifications and vocational

training should not be at the expense of pedagogic concerns and vocational
education.

o The contents should be reassessed to ensure that the NVQs do not lead to
restrictive and mechanistic competences which are limited. too narrowly
defined, lack job knowledge, and are too employer specific.

e A broader approach iv demanded and one that results i well concerved
NVQs which provide clear paths of vertical progression and, above all,
a sound vocational education.

e The current narrowness ot employer-detined competence training
highlights the conflicts between the short-termi needs of employers and the
long-term meerests of industry, the economy, and the indwvidual: a conflict
which underpms the whole notion ot employer led traming,

o This confhier can potentually be resolved it u more long term view is
adopted. What is required is o well concewed trammg strategy which
intorms employment based competences: one that considers skill needs
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now and in the future, one that acknowledges and balances the differing
needs of different types of employers and trainees.

To encourage the raising of standards and the flexible application of skills,
the competences will need to be regularly monitored and updated.

Tramng providers will need opportunities to utilise and expand their
current skills to guard against their feelings of deskilling and to guarantee
mgh quality training and positive trainee learning experiences.

Equivalence

Stringent efforts will be essential to tacilitate one of the objectives of
NVQs, the achievement of common standards throughout all industries
and occupations so that NVQs are comparable.

Assessment
NVQ assessment 15 a major device for improving standards and skill levels.

Much emphasis has been placed on workplace assessment for technical and
cconomic reasons.  In practice, it is unlikely that this will occur in
mdustries like construction tor a range of reasons related to teasibility, costs,
and reliability.

A major obstacle to workplace assessiment affecting all industries, is trainees'
lack of exposure in the workplace to all the competences required in
NVQs.

To secure the c-edibility of NVQs the assessment techniques and
procedures must be valid, reliable and minimise bias and they must be
evaluated to ensure they maintain these qualities.

Take-up
Ir s too early to judge how take-up will be affected by the constraints
outlined above. However, the lack of awareness of NVQs, the cost to

providers and emplovers, and output related training all point to an adverse
impact.

By contrast, APL, the removal of barriers to access, and the availability of
qualifications in new areas all suggest an increase in the take-up of
vocational training quahfications.

Overall, NVQs are unlikely to radically change employers’ incentives to
tram: this would require other policy changes like a registration system or
contract complance.

nly 4 mmority of the trainers and assessory interviewed had received any
traming.  The competence of assessors 1 vital 1o the maintenance of high
tratning standards and to the credibihity of NVQs. One way of ensuring skilled
assessors i to provide adequate trainimg,

Tramers will require some general traming to famiharise themselves with
NVQs and more speaific trammg associated with delivery. In particular, they
will have to be more tlexible m their teaching methods and approach. They
have to learn how to dehver competence based traming in modular form
which 1s student- centred and individuahised to the needs of trainees,

\. 4
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Most important of all, assessors will require training in the different forms of
assessment processes and procedures. It is paramount that these are objective
and minimise bias if the validity and hence the credibility of NVQs are to be
maintained.

NVQs do have the potential for improving aspects of the vocational training
system in Britain. Their emphasis on work-based training could benefit the less
academic who tend to be more motivated in a work setting compared to full-
time formal schooling. Their modualised format may mean that the less
academic can achieve at least part of a qualification whereas in the past they
would have gained nothing. Their formulation may lead to a much more
trainee-centred approach to training. Their presentation may mean that
individual training plans can be more easily formulated by small and
inexperienced companies without a training department, while their design
may mean that ‘unqualified’ people can get formal recognition for their skills
and a qualification. However, NVQs will require some significant changes if
they 1re to meet the challenges of the 1990s.
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